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Foreword

Gver the past decade, the contnbuacns of US. universities to the fcreign
 assistance effort have been i impressive. Nor has this been a one-way street.

Universities have gained from their experience in overseas service. Such

- service broadens the horizons of participating faculty members, deepens

their understanding of their own disciplines, and strengthens the capacity -
of the university to prepare young men and women for today’s world.
- But good as this relationship may have been, it can be much better.. Both' '
A.LD. and the universities believe that substantial improvement is possible.
- Arrangements for planning and executing projects can be unproved Con-
" tracting méthods can be simpler and more efficient. Greater use can be
‘made of the full institutional resousces of the universities, to the advantage
~'both of the universities in mr:::easmg their strength in international fields
_and of the Government in improving its effectiveness in- assisting economic
and social progress in less developed countries.
As a first major step in strengthening the partnership between AID.

- md the universities, in July 1963, I asked M. Joha Gardner, the distinguished

president of the Carnegie Corpoxanen of New York, to organize a task force
on A.LD. and the universities, to examine carefully the relationships of the
- Agency with the universities, and to make such recommendations as he saw
§t. The following report is the result of seven ‘months of intensive fact-
~ finding, discussion, and asalysis. _
The report—as was to be expected—is forthright, lucid, and Provocatxvc
It seems to me to lay just the right kind of analytical basis, and to set out
 just the right kind of conceptual guidelines, for AID. and the universities
to use in proceeding to work out Pract:cal unprovements in our joint under-
takings. '
Within ALD. we are now in process of preparing a specific pian of
action for our part in bringing about the improvements identificd in the
Gardner report.
" As the report itself makes plain, action is also required by the universities
- as well as by ALD. to achieve the results desired. We are accordingly -







L ‘The Universiiy's Role in Technical Assistance
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| Introductlon

ALD. and its p:edec&ssox agenc:es have fozge& an mpressxve Partnerqhxp_- |

 with the universities. There is 2 record of solid accomplishment that re- . °  :*
e flects great credxt on both sides of the partnership.  We could have devoted S

- 'a substantial section of this report to a recital of accomplishments. . .~ -

. But geither A.LD. nor the universities. are interested in dwelhng on past ERR |

. achieveménts. They want to know how they can improve their perform- |

ance and their pasmazshzg in the foture.  Aad there is every reason o

- _ .beheve that such xmpmvement is poa@%le ALD. , despite the. mtenszty and.
~volume of recent criticism directed at it, is probabiy in betten shapeasan . -
organization than it has ever been. And the uaiversities, after 2 decade of .

experience with overseas contracts, are beginning to exhibit a seasoned com-

_' 'petence in performance. The reader is asked to bear these cons:derahons 17 S ST
. mind as he studies the report: it is not 2 balanced presentation of accom- = -

- plishments and failuses; it deliberately focuses on the problems in what has A
o -been an extremely fruitful relationship. :

This report is based on seven months of intensive study. Comments were

_ obtained, orally and in writing, from many hundreds of individuals whohad =~
. had first-hand experience with A.1D.-university relations. Officials of AID;
- cooperated fully and frankly in supplying information and commenting on

- policy.. ‘The author accepts sole respoasibmty for the views in the report, '~

but the ;udgments exprﬁsed have in every instance been tested against :'
 factual information or against the views of a variety of quahﬁed and:: R
experienced individuals. - |

o In coacenttahng on tbe umvers1t1es the report mewtably cloes less than i S
. justice to the role of other agencies and institutions. While we ackonowl-
- edge this imbalance (and ask the reader to bear it in mind), we do not
- think of the universities as “Just another” source of technical sermces We.
- believe that' in the case of A.ID as has aiready proven true w:th mdustry;_ .
" and other government agencies, the universities will prove to be uniquely ~
. valuable allfes. ‘They.are the institutions that will Produce the new knowl- .
e&ge in the natu:al and social sciences on whxch better pmgrams of tcdxmcal o




--------

 sssistance will somedsy be built, and they will educate the men who will
" run those programs. In short, they are not just performers of momen-

their bones.




o Bath Ceﬂg:f.ss aad the Ame:zca.a pubixc h:we exprmsmi xeaeate& zm,tatioa'

- over the foreiga aid program. The annual battles over a%ﬁmrgzaﬁon and .

" appropnaﬁons ‘grow more fierce with e,ad:t passmg year. “The a,tfm:spheref

- .. . oi-conflict snrrouﬁémg the -entire pmgram conceals “he fact that 2. pazt
- of ¥t ptogrzm—f—-techmcal assistance—is not ‘only ‘txich _[es:=; contmversmf

. but has actually enjoyed consistent suppe:t from unpoﬁmt segmmts aef‘
o 'COﬂgIﬁﬁ acd the public. -

A "__to modenize themselvés is one of the most chaﬂeﬁgmg tasks of pur day
- From the first proposal of the Point Four program. the idea of piamxg our
" skills and knowledge at the disposal of these nations has stirred the imagi-
"~ nation of the Amesican peoplé. Aﬁéiromihcbeg,mmg umverf/tieshav
A 'been‘nﬂzefo:e&omoftboseﬁtereéta.. 5 :

.iong‘estabhshed fast. As Qf ngfmber ;§1, 1963 ‘72 xsmveamﬁts m the"

e --conh:acts thh ﬁ.I.D %ioze thaﬁ $1s8 mﬂimn was mvoivgd'm'thosef
.. tracts. Under the contract provisions, vajversity persofnel e:e i a.ctmﬁ
L all ove: the wo;id perfamung vxully zmpoztant fasks

Fn Nongovemmental I’amapanon ) L .

" 7. Before examining more dosely the relaﬁox:shxp betwsen AZD ami ﬁ:e_m;.

.. versities, we must have 2 broader ook at the technique of achieving pub

f :_‘ob;emves through the collaboration of nongovernmentzi groups. There’

AR -'xsnteneAme:m mahundxed, perhaps a thousand, who has 2 clear grasp
L, ._.Vof the unique parh

S P"ibh: and private instrumertalitics

L im mmcgevemmaxtoﬁaals 3gmger1yapproachtothcuscofontsﬁc'

: mm—-—as thwgbvztwasonmhat tad:mlthmg*o do In fzct,

Itmnowgenexaﬂvrecogtmedthatthe eﬁ'@rtof the dev».[spmg natzons

“University collaboration on progt,.ms of techmcs.l ass:stance s mw

hip that has evolved {and is still evolving). between
in this country. One still encounters, -




CALID. and the Univessities

L itka h:.ghly deveioped m& heawiy used technique. Our ‘national defense
today involves an extensive and flexible collaboration between the military =
“services and ‘a wide rznge of civilian agecies and individuale. Federal -

. agendies eoncemed with science have developed simitar collaborative ar-
- 1angernents with nongoveromental groups, partxcul«ny the universities. The .

jong collaboration between' the Depastment of Agnculture and the land-

grant colleges and umversmes has brought great benefits to all concemed
Such co"{aboranon ‘with. nongovemmeptal groups brings to bear on a -

.+ pational’ problem rhe full range of talent and institutional resources of our
o plurahstzc society. . But if collaboza.t:on is to be successful three cautions

" are jo ordér: (1) The Federal agency invelved must have 2 nucleus of

 first-class people capable -of dealing with outside individuals and institutions

on terms of professional equality. The notion that a Federal ageacy canr_

. let'its direct-hire staff deteriorate and ger all of its talent on contract s 2 |
B dangerous defusion. {2} The Ielahonshlp between government and the -~ | -
- university must be defined in such a way as to preserve to each party inde-
* pendence of action in those finctions thiat it must perform unimpeded.
o (3) The r eia.txomhlp must be such that each party not only can perform -
_at its best but can gain added strength from its participation. Oply under - ©
o such arcumstances wﬂl the ‘government be able to Justify its part:apadon_ o
" and the universities be able to put their best talent and resources. at the
" --;.disposal of govemment. - - SRS A

= Sh art- Vef ‘38 Long-Term G-oa;s

- i there is to Be fraitful coliaboration between AJ"\ and the unmersmg e
“the :eiatxonsbxp must be based primarily upon. long-term goals. Among =
T the nUMercus and varied prcgrams administered by ALD. there are some = =

- which: may propez}y be thought of as having short-term goals But mos;»:----t

E ‘technicai assistance activities (which account. or Iess than eight per cent
L of thetotal fo;exgn aid budget for 1964—65) do niot. Institution building isa. -
S slew prccc:ss Education is a slow process. The means for making the..’.
S .:lmnges in aﬂtura.l pattems ner_ﬁsary fo,. development Wzthont destfcoymg__ Sk




important human values are only beginning to be understood. = Years of =~
patient investigation and trial of different methods will be required, If

‘this nation coatinues to want a world in which free societies can prosper, the
tasks of assistance in the developing areas will still be of lively concem:

when our great-grandchddren come of age. Some of the depnvatxons and ) S NI
defciencies of these peoples will noi be corrected in five years or even in ﬁve . ;

dec:ades Impat:ence won't change that hard fact. :
- This is not to say that projects should last for fifty years. We must move -

toward our long-term goals by tasks of far shorter duration, tasks subject- e
to penodlc evaluation and an agreed-upon terminal point. Many of these e
tasks will fit within the present notions of project duration, but others will -

not. Recent pressures for early termination of programs have been so great
that some people have come to regard three years as nocmal duration fora
technical ‘assistince. project, and seven years as just about the -upper Limit. -

Many tasks of technical assistance, particularly those carried out by the =

 universities, ate not only impaired but rendered meaningless by such 2
~ shortened time perspective.

" Role of Host Government

The key pacty in the situation is neither AID. ner the university but the'- =

- host government. The problems of the developing nation cannot, in any -
~ fundamental sense, be solved from outside. It must ultimately save itself,
develop itself, be itself. A.LD., more than any of its predecessor agencies

e in foreign assistance, has exphcztiy faced up to this fact. It is.mot our - -

; -purpose here to explore the compiexities of the relationship. But the reader |

is asked to remember that A.LD. and the universities are not. soIcIy concerned ' |

with their own intesaction. The host government, and in most educational

projects the host university, are lively and cver—present elemcnts in the’-‘ R

- :_relanonshxp




. world, so the universities can gain'a great deal by the relatxonshxp We. - ¢

" versities requires that they care about education wherever it is nee&ed,j-i_:'jf.i
~ and the advancement of leammg wherever it is possible. But most univer-

© an attempt to do so. -

"AID. end the Univessities |

Il The ALD. -Umvcrszty Reiauonshxp

“Lonﬂxct and stunderstmdmg AINIRINEEEEE RS
Just as A.LD. has miuch to gain by tapping ¢ the rich resources of the unxvemty

' have already pointed out that the broadest and iongest-term foreign pohcyi_
objectives of the A.LD. program are of deep interest to the universitics. - L
‘We must now point out that the universities have objectives of their own' I .
 that are furthered through overseas activity of the sort carried on under . |
A.LD. contract. In order to educate their students for the world:of to&ay.'-. Lol
and tomorrow and to carry out their tasks of advancing human ‘understand- .
- ing, universities must reiate themselves to the rest of the worId. Scxe.nce_ -
and scholarship have pever confined themselves to national. boundaries.
Beyond their duty to their own constitutents, the commitment of the uni-

sities do not command the resources to extend their interests so bma&ly
Accordingly, the partnership with A.LD, offers to the universities the op-
portunity to enrich both teaching and research on the international side
and to apply themselves to Problems that z:nght othetwlse be beyon a
their reach.

In short, the coﬂaboratzon of A.I.D and the umversxtus is: mportant to
both. ‘Why, then, has it proved so irritating to both? We believe that
. the answer can be given in faxrly speaﬁc terms, and this whole report ;s -

The nature of the complamts is farmha: enough. The unrversms say -}.{_ij
that A.LD. lags far behind other agendies; such as the National Science
Foundation and the Office of Naval Research (to name only two), in its -
understanding of the universities. They say that ALD. doesn’t grasp the =

* nature and purposes of universities, doesn’t know how to use them wxsely,"_.; .
‘- doesn’t allow them to make the distinctive contributios-ihat only they an

" make. If A. LD r&ﬂy understood these’ thmgs say the umvcrs:tm, the_




' Agency would take 2 more generous view of the research component in
-contracts; would not devise and administer contracts so ngxd and deﬁaled
s to frustrate the purposes they are designed to further; would take a more - R
generous view of the kind of contract provisions that would strengthen the = .
university itself, and would not insist on measuring contract performance by
: extemals and expecting precise evidence of short-term accomphshment R
 ALD. responds that the universities make no attempt to understand - |
-its problems—its constant need to justify its actions to Congress, its inescap-

able responsibility for program decisions, its accountability to the taspayer. -

It points out that universities have often acted irresponsibly—sending third-

- rate personnel overseas, neglecting the needs of the host country while they
 concentrate on what bey waat to do, engaging in aggressive tactics to get -

contracts, taking on tasks they are not equipped to do well, failing. to pat

the full weight and resources of the university behind a contract and so on.

©. Some ALD. officials add. that no United States university ever wﬂimgly o
* terminated a contract progrars, no matter how valid the reasons for doing so. -
o Though some of these complaints are exaggerated they are not manu-
 factured out of thin air. Both sides can produce some cwdencc to support B
their assertions. In this report we shall spend as little time as possible in -
a recxtal of criticisms and no time at all on the minor irritations that Plaguc S
the rclauonshxp We shall ptoceed directly to the major issues: that must i

befaoedxfthefelanonshlpxshogoforwa:doaasoundbasxs.

The Comp!exlty of the Umvers;ty’s Role

- Part of the difficulty in’ ALD- -university relations is that the groper zole of .

ﬁaeunwers:tyhasnotbeenwellundetstood. Some A.LD. officials know

little or nothing about the nature of the modern university, and a few =
of them still harbor a thoroughly anachronistic resentment over the intrusion B

. of “eggheads” iato practical affairs. Even those who respect the upiversities -
P oftm do not know them well enough to demand and gel: the best that the_' o

umversitxes have to offer. : EREE

ltisa mlsl:ake to wppose that the dxﬁcuitws arise from an mevxtable L




AID. 20d the Universities

tensxon between guemment and university people Other . government .
agencies, particularly those concerned with science and technology, | have' :
forged an extremely fruitful alliance with the universities. S
In extenuation of A.LD. it must be said that the role of the umversxty'-
in overseas techr.ical assistance presents certain unigue complexities. That
- role is imperfectly understood even by the universities themselves. ' The
university engaged in technical assistance overseas must fanctton in terms )
of at least four sets of considerations: : o

1. It must perform in terms of its own tradition and integrity as a U S

university. As such it has :espons:bdmes that define the ways in whxch 1t_--' o

must functon. _
2. Overseas it finds itself caught up in the complex busmess of abettmg..'_.
social change in a society that seeks (and resists) modernization. What it
can accomplish; or even attempt, is govemed in part by the social and cuif:ural- '
framework of the host country and by the dynamics of social change.

3. Tt also finds that it is working within the context of this nation’s rela;t:ons . e

-. . with the host country. Though it may strive to keep its activities insulated
from official policy, it will always be affocted by, and may in tum aﬁect, the -
tone and character of official relations between the United States and the’

host country. It resists the notion that it has any immediate mvowement in - |

foreign policy, yet it never wholly escapes it.

4. Finally, the university recognizes that it is a member of an emergmg'- o

 world intellectual community—a world with its own traditions, recixm:e-'
ments, and aspirations. Most university people hope that the emergence of |
such 2 community presages better understanding among nat:ons and would _
like to contribute to that cutcome.

- Fach of these considerations places compeﬂmg feqmzements oft thc [T T
versity—and sirce the reqmrements sometimes conflict, there is an under- AR SR
~ standable confusion of purpose. It would be Pfesﬂmpmous to SUggest that o o
 we can point a clear path tbrough this maze, bu* we ca.n at Ieast danfy

~ some of the issues,’




- The Proper Role of the University

~ There has been much discussion of which overseas roles are apptopnatej
to a university and which are not. We have emphasized that it must per-

form within the bounds of its own tradition and integrity. Beyond that It?- BRI
15 not easy to lay down 2 general rule concerning “proper” university activi- . Lo

ties overseas. Each university must settle that question in terms of its own. _
character. Our universities are so strikingly diverse in tradition, organization,
attitudes and goals that it is impossible to generalize about them. (Indeed, B
“that fact has been one of the major problems in preparing this report.)
1t is fair to say, however, that the universities will probably achieve their
most profound and lasting influence in working with their own kinds of

institutions abroad—or, to put it more broadly, in working to strengthen’

institutions for human resource development, In this role everything con-
 tributes to their effectiveness. They feel at home, they know their role,. |
and they care deeply about the consequences of what they do.

Victually everyone in the university world would agree that there ate ..
certain short-term political tasks overseas that are incompatible with the -
university’s role. For the university to undertake such tasks is inimical to.

its longterm effectiveness. With minor . exceptions, the university must -

 address itself to the achievement of long-term purposes: educational growth, |

and human resousce development, the advancement of knowlqug’ and the ! o R

- application of knowledge to basic problems.

Nor is the university at its best in piecemeal assxgnments Even 1f its fi
assxgnment is limited, it should see that assignment in the largest context, -
ie., the whole state of educational and human resource development inthe =
host country. - That is why the uaiversity should be drawn as. eatly as posszble-f;_ L
into consultation on the planning phase of programs in which it wxll even- e

tually have a part. Oaly thus can it see its role in a meamngful wayi..--_:r
- (This is not to suggest, however, that A1D. should rehnth its: respon ___

s&xht‘y for the key role in planmnb and programing.)




- AID. spd the Universities

" were closely tied to foreign policy they could not make their full contribution - o
to foreign policy. They emphasize that unwersms en;oy autonomy 3g hoxne T
. and should not lose it in the feld. o

- point out that university pcrsonnei enjoy autonomy at home in their te'a::hmg o -
" and research functions but not in their consulting role. In the latter role = -
the ethical framework is not academic freedom but the delicately balancedf};

~involvement with the field mission. 'What the university does is inevitably - .
. seen as somethmg that “the Americans are doing.” Aad the. umvers:ty'z."
~ damages its afgamcnt the critics say, by wantxng it both ways. It wants

formula. The nearest we can come to such a formula is the assertion that |

. universities funcuonmg overseas should en;oy the max:mnm rea:omb;ef kT
L 4_ dcgrce of autonomy. - This may appear to invite endless debate over what
.S “teasonablc e but in many oversess situations sensfble A_I D. officials and o
- university people have shown that they can agree quite wall as to its mean-
- ing ‘Most universities in the field have i in fact en;oyed a con51derable degree
. of autonomy Later when we discuss new forms of orga.mﬁﬁon we shall
'e:nphzstze agam the nnporm of umvezsxty autonomy, not ;ust from day-

Degree of Au:onomy‘ of the University in the Fteld I
“There is an unresolved—and perbaps unmoivable—-—dszer&oce of views |

between A.LD. officials and university people on the degree of autonomy

' to be enjoyed by the university in the 'eld. University people characteris- -~ | . .
tically argue for a large measure of separation between the amve:sxty and the =~ 1
'A.LD. feld mission. They point out the. potential value of the umvers:ty DENIIE SRS
asa nangovmmmtal representative abroad. They quote Dean Rusk’s peae- - ©

trating comment on student exchange that if our student exchange programs . -

The arguments arc pecsuasive, but so are the responses. AL D oﬁcxals .

obligations of a p:ofesszonaj to his client. Furthermore, the argument goes, - : SRR
the univessity sn-nply cannot, - and indeed should not . attempt +o, escape

complete autonomy, yet it wants to be 2 full partner when the Plaomng i R

_._.bemgdone,andafuil partnerondecxsmnsaﬁ:octmgxtsownareaofactrmtyg L

It is pot possihle to resolve this conflict of views by an explicit and precise il
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is somﬂwhat &istoxted, they are not wholly at fault the universities. mexm
selves have contributed to 2 blurring of the image.

When a ﬁmvers:ty accepﬁ a contracf it shotﬂd iake it seriousty, azcegt__ .

"appra.lsmg a potential contractor, A1 D. should estimate ot ‘only the strength ;."'- '

 of its resouzces but the depth of its commitment as 2 university. The evidence

it should wezg‘l might include the wniversity’s pecformance on past projects,

o its willingness to-make appropriate facuity available, the extent to which it

' has set itself up administratively to handle overseas contracts, and the moves y

it is willing to mzke to integrate overseas and home campus activities.

. ’}'he reason unwersmes havc sometines failed to behave respons'bly m__'_: . :
_ these matters is due in part to the attitude that overseas. activities are some- " < ¢
thing quite separzte from the main stream of the university's life and bemg, -

. something exotic, exceptional, not:of *ue watp and woof. of the university's E
concern. Wherever this attitude persists it will continue to generate irre-

“sponsibility. If the university treasures its integrity then it has two choices:

- Get out of overseas activity entirely or recognize such activity as a» mzegm!
- part of university life and work. University officials negotiating on an -
. -overseas contract should be required, by A.LD. aad by their faculty colleagues,
- to set down specific plans for integration of the project into the regular work -
- of the university. (There are exceptions; of course: Some hzgh!y speczahzed
: oonttacts &o not lend themselves to such treaﬁnent.) B

In universities where the- Professzonai schools are L.rge, strong, :md reia-*.-_ . o
' tively autopomous, one can jus L' somewhat less involvement of the uni

" wersity as a whole. Integration of « ntract work and wiversity program will . - -
- take place chiefly within the school. But even here lack of communication -
- within the nniversity may diminish the effectiveness of the. program in 2

AT

- fortunate—and unnecessary—ways. Universities that have provided for mﬁ- :
 ttion-wide coordination of their intercational programs have found: cigar

‘beiicfits in doing so. ‘The university need ﬁet b° as scverelv fragmented as 1t B
often. a.uows 1tse1;f to be. _ o B




If the univessity is to function abroad as it does at home, then it will

iaclude research as 2 normal part of its contract activity. And wherever :
possible both research and consulting work will be linked to various forms:
of teadung For example, professors going overseas will take graduate '

" students with them, not only to work on the contract but o ‘advance r

their graduate work through research and field experience. At the same time
- that the university commits itself for a major contract effort, it will under-

take to build its library resources in the geographical area covered by the con-

- tract and in the development field generally. It will strengthen its curricalum e

~ in the sime directions and will use frculiy returning from overseas to create Tl

- new and more relevant courses: or to revise old’ courses It will augment its -
- faculty in the appropriate fields.

In short, in its overseas activities as well 2s at home, the umverszty wzl!- '

 function as 2 university and not merely as 2 pool of technical talent orans . o
employment broker. It will remember. that its unique role is snot only to

apply present knowledge but to advance the state of knowledge, not oniy‘
to supply experts today but to #rain the next generation of experts, .

All such requirements point again to the inescapably 10ﬂg-range nature

of university participation in this field

* Though funds to do some of these things may be ob!amcd from o&zer .
_sources, it is only reasonable that A.ID. contribute its share. It is very much ST

in ALD.s interest that the university undertake such commitments. -

If overseas Pro;ccts do become an integral part of umversxty life, assxgn-' ol |
. ments zbroad will be much more attractive to faculty members. The individ- . -
ual going overseas will then be doing work as close to the umversxty s

ccntral purpose as the one who stays home,

The University as a Resource

o the extent that the universities are 2 natiopal resom:ce, A.ID shatw- S

with 2l of government 2 responsibility not to weaken that resource. . If it -

* draws heavily on the universities (as it has-in recent years), it must build:'-_'j'

- strength back into the resource for future use. The Bell Report put it : -
 this way. Government agenaes share msponsiblhty for seemg that reseaxch o

[ 3 B




. %%ghem@caipmfessmnhadmsxsteﬁ mate?erydoﬂatSpﬁntmstrengthenr o Lo

. some hmenow,aa&theywouldbedo.ngfzrbe&e: to&ayxfwe had begun__f _ )
_ten years 2go t0° stzengt.h... them syst‘matxczdly = do the job ‘that ﬁeeds::-: _

the initiative in strengthening its international capabilities. The university

 “such st:engdzenmg.

'Gmemmmt&mgfmkmrdxm&mwh{a’yl? 1962, p. 170 -
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and &evelopment ﬁna.ﬁced at universities does not weaken these mshttmons :

. or distort their fund:ons which are so vital to the nat:onal mtetest." * i '

‘The main purpose in A.LD.'s acting to strengthen the universities. s not R

~ oniy to serve the national interest broadly conceived, but to enzble these

institutions to serve A.LD. itself more effectively, now and ia the futuxe. In ;
bcththcshortandlongrua,A.LD xtselfwxﬂbeneﬁtxfthennwersmesgmn R

in iheit total capaaty to deal thh the mtematronal dimension of thexr - o

Some A.LD. »)ﬁc:als hold the view that the need to sttengthen the ani-

' ‘verssz;y as a resource is necessarily in competition with the nced to assist

foreign countries directly. But it is not a question. of “helpmg the fo ST
country versus helping the United States university.” In these matters. theg __

U.s. umve:sxty 15 the means of heipmg the foreign count:y So the question:

is: Shouid we gpeﬁd all the money in an attempt to solve todays prf}blcm - I

| {whcn at best can be only partially soived) or spend part of the money 3

improving our capacity to solve tomorrcw’s problem?

st medical =ducation, technology, and science was a doliar unjustly . .
hed _'_mﬁ:ecareofpaﬁents we woul * still be ireating fevers with.
Mes ““The universities have beex it ‘Lz tecunical assistanice business for.

doing. A smmber of government agencies concesied with other aress of ¢
endezvor have fozm& that such strengthenmg o the umvexsmes Pays B:g Sk
dividends.

* Of course it is the r&spcmsibﬁxty of the umversxty, rot of A-LD to takc e

needs help from A.LD., but it can aiso turn to oﬂzer sources of support for-_":=

'# Senate Docmncnt No o4 {87:!: Congress, Semud Ssszon), chort to fine Prsxc!ent on;_




" the reminder that in universities power resides in the departments 2nd
. schools. . Enthusiasm and commitment at this level :sesseni:al tosr.wcessful
L dcvelopmmt of the umve:sxty’ s mtemahonal capabdxty E

%at mast the unsversxty do to m-engthen its mtemauonal cap&ihty?"_-

 First of all it must, as we have said, recognize the tzsk as one involving the
. whole institution. * It will want to develop the international aspects of l:ht R
curricelam #n many departmgfnts and schools of the university.. Tt wxli s
encourage research on a whole range of problems reievant o developmmti'i_. PN
and to international affairs generally. It will develop its Iaagfaage depart e EE
‘ments and its library holdings in relcvant fields. S

Hme:smes undertaking 2 variety of overseas activities will need to make o
~one or another kind of ‘administrative provision for these activities. And s
universities being what they are, no two of them will accomplish this inthe . < 1
same way. But however they go at it, some kind of central admmstmt:ve_ U

concern for these activities is essenhai. Fiscal proceduxes must be appro- :

- priate to ﬁxehandhng of government funds. Personael practices can do - |
~ much to facilitate, or impede, overseas assignments: university-wide Persome} o
regulations should be such as to encourage, not penalize, overseas service. -

. In short, if overseas projects are to be successful they: reqmre the sohd'-‘_ AR
S _backmgoftheadmxmst:anon - BRI
Almosteve:yquahﬁedexpettwhohasexammed&useproblemshasremm-"

- mended that the university take an additional step, namely to increase its
- staff in certain departments so that it can tzke on overseas assignments with-
" out damage to its homebase funchons We heartily endosse this recommen—.-"_'_ o
. dation, but emphasize that it can only be done if all concerned faceup to .
 the serions implications. 'If the university adds to its tenure faculty it makesjr o
an nncqurvoca.l commitment- to the individuals mvolved. Someone has to_ E
B -'puthardcashbackofthatcommrtment '
" At some universities a special dean of mtemahonai programs hzs bccn -::::-
S appomted. This officer can be an extremely effective force for the strength--_ o
. ening of the university’s international dimension.

Bntaﬂsnd:dxscussxon ofcentral admmlstmttvem&sures mnstendthh.
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-.WhatA.]D CanDotoHelp o R ST
It is time. that AID. examined sxgmﬁcant measufes . employe& to s RR ¢
_'strengthen the universities by such agencies 2s the Department of Agrical- o
tuse, the National Institutes of Health, the Office of Education and others.

. The National Science Founc}atxon p:ov:des insritutional graats on the. = .
_.foilowmg fonnula 100 per cent of the first-$10,000 of apphcabic NSF Lo
grants to that institution and 2 g:aduated percentage of grant amounts. dno SRl
. excess of $10,000, subject to 2 maximum award of $150,000. The money can * ./ |'
-~ be used for scientific research, research training, teacher training, graduate. . o
- instruction; or library acquisitions. It canoot be used for general instructional SRR £ 8
" costs nor. for activities cutside the scientific fields. The National Institutes =

- of Health provxdes even moOre generous grants. For a unmber of years, a ~

- yariety of observers have been recommending that A. ID. find some means =~ .
of providing: o’omparam, broad, multi-purpose gr orants to stren,qthen sdecte& SOrE Ly

unrvexsmcs as resource bases for ‘the development feld.

The National. Defmse Education Act language and area seudy centers‘f
jrepresent another approach to the problem of strengthening the universities. SER S
- Some centers were established de movo. Others were al:eady in existence’ . -

. but were gieaﬂ?' sﬂmgthened- The NDEA prograins respect the autonomy B |

of the universities and enjoy. excellent relations with them: =~ -
“The NIH appmached 2 pumber of universities with the Proposal that

S they establish overseas research .centers, and five such centers are now in

tion, Abouthalfofthcmoneyprov:dcdbyNIH:ssPentatthehome.

mmpus of the university.. ALD. might well examine the possibility of |
E mb}ishing a few overseas resm:ch centers with strcmg home-mmPus tes.

“In short, drawing on the experience of other government agencies, A.LD. i

s has at its d.mPosal a variety of means to help those weﬂ-quz.hﬁed universities

that want to develop themselyes as Powexful resources in developmcnt work.

- Each university might specialize in certain ways—either in terms of function
e -_:er geographml area. - Such centers could be called upon by A.I.D by any
i »oﬁ:e: govemment agency by pnvate gmups, or by foresgn govermnents




- 'campuses ‘would take us 7to the whole forelgn student- Problem, and tbat'
. subject has been dealt with in other reports. In these pages we shall not_ :
- stray fer from matters of special relevance to participant training. !

o (2) the participant himself, (b) the U. S. university, (c) ‘A.LD; and (d)

. the'host government 4s to. the rationale and specific objectives for the train-

. ing program. The participant must know what to expect or tohope for. (For

o _exszle, whcﬂaer he wili be aliowed to remain long enough to. géi:a degzee__ :

-+, ‘should be dmﬁzd in advance) The U.S. university must knew wha,t s

- commxtted to. None ofthe four parties shouid hzve a’ false coacept;on
L whatthcprogmmcanorwﬁlymld. ' .

‘ A considerable amount of Preparatory eEori.: must go mto a good Pa:tmx ;

. pant training. program.  To handle groups of participants, it is important

. that the United Siates university be given more adequate lead time than

S 'o&mmamaay It needs time to familiarize jtself with. the total planned

o ;f-fA.I D. effort in the ‘host country, thexeby placing its own efforts in the p

. spective of the total development plan. It needs tnné to’ dfszgn

ST -'h'ammgcourses wpian.ﬁeld ﬁpmenceswhere nec&ssary andﬁoassxgn .

IH. Parucxpant Trammg

 Ani zmpo:tan{- part of az:y techmcai assxsta:ace Procram is to bnng mdmduals

- fm the host country to the United States for so-called * pamapant train.

. ing”  When effectively Planned and carried out, such. trammg isa Powerfui_
E mgredzent in the total developmental strategy. .

. 'We understand that the whole ‘program of parti{:zpant tmmmg is under

~ seview by the Agency at this time. “We shall limit our discussion to those

' participants who are served by the universities. Of those who come to the

_ - universities, we shall be concerned ‘mainly with t’“:hose commg as.a ;esaﬂt. __
. ofan overseas contract of the umverszty, but also 1'0 scme extent wlth the
 so-called non-contract pacticipant.

Obvzonsly to review carefully the 'smxatton of paruapant t}:amees on"ou:

To begin with, we must emphasnze the need to develop a consensus among
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_ tain trainees to other more suitable institutions when aPPropnate Obvzously,
_such extensive: ﬂreparahogs will not always be necessary.

“The single most mport':at criterion for selection of the Al D pa.rtlapa.nt B

* should be the posmw' impact he is likely to make when Lz returns home
" dnd takes his place in the work for which he has been trained. ‘This highly

. focused ‘basis for selection is the respect in which the ALD. participant
* differs most clearly- from the gcaerai run of foreign students. While occa-
e sxonai ‘compromises may have to be made; it is important that extraneous pres-
o . sures 0o the selection of paruczpants be minimized wherever passible.

The parm:pmzrs command of E;zgfzrb showid not be a major factor in

f*ﬁxs selection, but once selected he should receive intensive language instrac-

~ tion.” While it is Prefe:able that ‘he have a reasonable grasp of English
. before he atrives, this is not always possible, and intensive training courses

I shcrui& be avaﬁable here as well as overseas. In these eﬁorts cooperaﬁon o
e among the Depﬂtment of State AL D., USIA, the Depa:tment of Defense .
and the Peace Corps is i:ughiy appropmte since all are concemed mth the |

. Pmbiem, | . |
: Dﬁpite the fact that tney "vexagc 29 years of age Partxc:pants normal‘ly |

require much the same services that are desirable for all our foreign students.
 On campuses ‘where a lacge number of A.LD. pazm?ants exists, some rea-

e sonabiy senior official in the: umversxty adsainistration should concern hzm - -

o self with the educational and seczal welfare of these mdiVidl}alS The situa--

tion is camphcated today. The " campus coordinator” conceens bimself wich

S pa:tacxpaats coming to the campus in connection with an overseas contract of - |

SNt the university. But there tmay be an even gwater number of noacontract
T panm on t* same campus, some of whom have their own advisers.
B And then thete is the ° “foreign smdent advizer” who concerns “himself with

all foreign stadents. Without xecomm-endmg sy administrative solution o
e this tangle, we would urge that somehow 2/ participants receive: some meas- |
- meof z*tention. T ‘They have much to gain, for example, by fiequent indivii &ual ,_

e and wﬁer:tzve mrtancn on substant;ve matters-as weil as oppo:*umtzes for::'? -

ing, huwg_;ty, ;md exttmncalax actrvmeﬂ' Them is mple evx st




* dence that extracurricular experiences and adjustment may greatly enhance

or detract from the training experience. Yet the extracurricalar element in -

participant programs bas rarely received the attention it deserves.

Opportunities to visit Americans in their homes and to tzavel within the -
" United States contribute to the more comprehensive experience of the partici- EERE
_ paat. Equally iportant is the inclusion of wives in the financial budget

for certain participants, especially those who are expected to stay in the |

United States longer than the school year.
Since the trainees come for 2 great variety of substantive programs it is
difficult to offer any generalizations on the content of training. A good deal
‘of flexibility should be maintained with respect to both substance and.

duzation of training. It is not always possxble to predict what will be - s

best for those trainees until the trainng is under way. _
‘Peshaps the most frequently noted Jeficiency of present university par-
ticipant programs is that trainees too often receive training that is only partly

relevant to their needs on returning home. In some cases this stems froma

faiture of the university to understand those needs. More often it reflects the
difficulty and expense of providing specxai training programs for participants.
The foreign student in general and the ALD. participant in particular cost

more than the U. S, student to train. Fortuﬁateiy, the abundant reservoir

 of American goodwill that manifests itself in family hospitality and in

professional in-training opportunities can be tapped at no expense tc usi-

_ vers;ty ot partlc:pant, ‘Even 50, it costs more to educate the Pamcxpant .

et 17

“The fact that the university should tailor special programs and reader 2
'muitxtu&e of services to A.LD., partxapants ought to be frankly recognized. - - '

Another step ALD. might takz to make more feasible the setting up of.
‘speaal programs would be to go much farther than it has to date in grouping
students with similer needs (though pcrhaps from diﬁerent countries) at
~ the same umverszty _
. On its part, the university must- accept the enlargea I&GPOﬂSibﬂlty that' "

devolves on it by virtue of the fact that the participant comes from anothcr | S

- -culture and has spec:lﬁc trmnmg requuements




| the total allocation is devoted to exploratory research and mnovat:on, andi
. a large portxon of thxs is done by the nmversmcs We are oot suggestmg

AlD. and the Usiversities

TV Rf;search

| We still know all too little about the processes of modermzation We peed I
tesearch and lots of it, basic and applied, in the field and on the home
campus. A.LD. has a legitimate role, indispensable to the fulfllment of its
larger purposes, in'the development of new knowledge and the application” - | |
of that knowledge to development assistance activities. The Agency nowhas = ¢

a research program unde: abie leadersh.p, it should tuppo:t that p:ogram R
~ vigorously. L

Here ace 'what we regard s the elements Gt a sound A ID reseatch v
policy and program. F _ A

Progmm of Research. Grants and Comracts ‘

'The heart of the Agency’s tesearch activities should be the pzogram of - SR
- conf:racts and grants to uaiversities and other appropnate research institu- - i il
‘tions—and this program should be supported at a very much higher level =

than it is today. Following patterns well deveioped by agenczes such asthe . -

National' Science Foundation, the program should stimulate and support-_f S

" reseasch on the development process and on aspects of agriculture; conser- .
: " vation and the use of natural résources, Pn})hcheaith and nutrition hydjology R
~and the other natural and social sciences that h:we speczal relevzmce to
-_developmmt. EORT
~ One cannot cmphasxz‘. too strongly the rolc that systcmatac study, a.nalysxs TSI B
“and expenmentaﬁon must” play in the evolution of improved methods: of
development assistance. 'We have a lot to learn. Research should address
itself not only to the discovery of new knowledge, but to. the- dcvxsmg,_g b

designing, and testmg of new procedures and matenais in technical cooper- _'

“ ation and to the analytical study—for purposes of tmproved deczsxon-makmg?:
' * —of development assistance activities and their consequences e

In the nation’s m:litary and space. eflforts a minimum of 10 pe: cent of




that A.LD. match that figure, but we strongly urge that it reci}gﬁize'the‘
compelling requirement for systematic exploration and expenmentatmu to

- improve the whole process of development assistance.

" The Agency should not hesitate to suppost research that does not have-. |

immediate, visible utility,  Basic. r2search on social Processes may provide
‘the- qmck&st path to new msxghts into the development process. And the - -_
Agency should adopt a wide, rather than a restricted, framework for the @' =

kinds of basic research its funds might assist. No one can foretell what

~outcores of prime uvtility will emerge from work on such subjects as political - _
development, the role of education in economic devclopment, the phys‘ology L
- and nutdeat requirements of tropxcal plants, and so on. -

| _Prejcct-Related Research

~ In addition, we believe that the Agency should mclude a research component o
- in many of its umversﬁy contracts. Government agencies. dealing with the
- sciences have long since recognized that if they want first-class university
- people to work on government projects they must give some thought to the
'Pro?ision of research funds. ‘To eliminate the resémch component from the i
- life of a good university man is to alter his role and to ask him to be
'-someﬂungl&ssthanhmseif Itzsnotmhxsnatmetohm:thxmselftothé "
crisis to be solved today. He wants to understand the underlymg problems ‘

50 that he can meet tomorrow’s crises more wisely.

. In mowiy defined or short-term contracts the oxomsxon for resea:ch -~ "
m:ght be omitted. In broader. and longer-term. projects, Provzsions for re-' |
. search should often mdude pot only apphed but basic rcseatch

- 'Ia-House Research

- “The Agency should have a smail but strong in-house reseasch and analys:s. T
. unit stawred with first-class’ people. This unit would (2) conduct analyses |
. and systems. rese:m:h zelated to specific development. problems, and (b)
“undertake smveys ancl evaluatxons at the request of the Admm:st:ator 'I‘he e
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| Agency is senously deficient today in arrangements for evaluation of its -
programs. - R

' What the University Can Do

In the above paragraphs we have concentrated on what A. I.D can do to
improve its policy and p ictices -eiatmg to research. But there is much that
 the nniversities themselves ought to do. Though the modernization of the
developing nations is recognized by discerning people as one of the great

chalienges of our day, many university departments in fields relevant to
development give it very little attention. The first requirement of this field
from 2 research standpoint is that more firstclass minds turn their atten-
tion to it.

. One of the characteristics of much research on development is that itis
interdisciplinary in nature, and in a good many academic departments the
resistance to such boundary—crossmg is formidable.

Universities have always seen it as one of their primary responsibilities
to create the conditions and circumstances in which their scholars can do
creative work. ‘Thus they build and maintain multimillion doflar reseacch
tibraries, nudlear accelerators, and astronomical observatories. If they face

up to their comparable responsibilities in the field of development, they =

" might create important development research centers on their own campuses

~and research stations overseas. And they might allot special funds for
travel, supplies, and field assMCf: to facuity members with overseas

research interests. _

The most important mngie fact about development research today is
that there isn ’t enough of it. If it were increased by a factor of ten it would
be a more appropriate response to the challenge of devclopment. ALD.
should increase very substantially its own commitment in research. And the
universities interested in development should make concerted efforts to bring
other sources of funds, governmental and nongovemmental into the. pro--
ductxvc support. of daelopment research.



V. University Contracts
and Contract Admlmstratxon

Selectmn of Contractors

] In the past, selection of contractors has t0o often been haphaza:d and based -

on chance encounters. There has been no adequate phxlosophy or strategy B
~ goveming the choices. -

How can we improve the process? Lest we make hasty analogles to the

- procedures used by other government agencies, it must be emphasized that

 AID. faces a more complex problem thac most agencies in choosing re-
cipients for its funds. When NIH makes a research grant, it judges the com- -
- petence of the investigator and soundness of the research plan—aad that is
that. In the case of A.LD., the work the university is chosen to do must
fit into 2 country plan and into the more general outlines of foreign policy;
and the university and the project must be acceptable to the host government
and host university. Beyond the competence of the project leader, A.ID.
must appraise certain strengths of the university itself. _

We have al: ady made the point that A.LD. should rega.rd every contract N
as 2 means of strengthening the university as well as accomplishing a job
abroad. So it must not only ask, “Can this university do the job?” but, “Are
there . parncuiar advantages to the national interest in strengthening this
university as a future resource?” - In order to make such judgments, the
Agency must have a knowledge of this nation’s total university resou.ces for

~ development work, so that it can know where any & nart:a:lar umve:sxty ﬁts s

into the picture,
~ Lacking such a framework for its judgments, the Agency has in the past
tended to let contracts pile up in the most obvious instititutions.®

‘As of December 31, 1963 there were 72 universities with 129 coatracts. Of theseunp '
vessities, 7 had 2 total of 37 of the contracts. -
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_ Seiectlon Cntena

I Here are some criteria whxch the ageacy: mght keep . in mmd n seiectmg a x5 e
: umvezszty L i T
1. To what extent has the umversxty deveiaped its resources in the inter- FRESSRE
: national - field generally—faculty, cumculum resea.rch iibrary, mte-chs- Lol
~ dplinary programs" S ' LT
. 2. What is the caliber of the faculty in key ﬁelds? Relevant ﬁeids wﬂl of Ll
o course vary with the nature of the contract and may mdude—amcng others—- ' = &
- agriculture, . -€conomnIics, pubhc administration, medicipe, rursing, pubhc_'_‘? R
" health, sociology, cultural anthropology, business admmzstratlcm, educatxon I
mardallﬁeldsofengmee:mg S
3. Has the faculty shown any :nchnatxoa toward tbc kmd of mterdxs- L

ciplinary work so essential to development assistance? A.ce the:e areas study_

- programs of mterdxsaplmary research teams? : o
- 4. What are the research resources of the umverszty in ﬁeids reievant' R
to development, and paxtlcu!axiy in those fields reiaung to the pzoblem at o

hand? _
. 5. Has the umversﬁ'y set itself up adzmmstratzvely to handle overseas o

b:o;e"ts" Do these administrative arrangements have adequate oots at the . .
faculty -and departmental fevel; on the one’ hand aud 3dequate top-level o
. backing on the other? - S
' 6. Has the university (or the Pa.rt of the umv&xty most dztectly mvolved S
" in the contract) had relevant earlier experience in overseas work? How much_'j_: TR

experience, and what was the quality of its performance? . =~ . -
7. What is the quahty of personnel asstﬂned to this’specific Pfo}ectb Has s

. the university (and its departments) made it -possible for faculty membe:sff'
- to pamc:pate without suffering in terms of career advancement? ne.
. 8. What is the degree of the university’s. commitment to the p:o;ects’f U
Th:s is not merely a matter of the university’s saying, "We’re terribly i
~ terested.” ‘Tts commitment can be partly measured by judging the extent to' N A
which it has z'ready developed its resources in the international feld ¢ gen. L

erally and in the ﬁelds relevant to the speaﬁc rontract. Its futu:e mwntlons i
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~ should be explored in some detail. What will it do to strengthen s res - .~ .
~ sources further as the contract proceeds? How does it plan to integrate
. the overseas project with' its ‘home-base opemtxons? What asrangements.
. will it make to jnsure feedback from the field expeneqce mto cumcuium and
research on the campus? -

" Requirements for. an Effecr.we Selection Process. .
: ~ Ithas been suggested that we correct the deﬁmenczes of recent selectxo:x pro- L

cedures by establishing an orderly, systematic and explicit set of procedures

and criteria.  But we believe that any such attempt to formalize or explicitly =
' define the selection procedure would tie the Agency hand and foot. The
- solution to the selection problem is to state certain general considerations (as
~ we have above) and then to make certain that the people doirg the selection . -
- are adequately equipped to do an intelligent job. This means, fast of all,
that they must be people who kxzow the universities and know quality when .~ - |
. they see it. The second requirement is that they have a thorough. grasp of the-
. nature of the job to be done overseas. The third requirement is that they
* have access to (or develop on their own) 2 comprehensive view of the totdl
" US. resources (university and other) to do the job. The fourth requirement
' is that there be instrumentalities (such as the Overseas Educational Service - -
- or university consortia) through whica the resources of small institutions
- can be tapped. It is the absence of any such instrumentality that makes A.LD. - R
* turn to the few gxeat universities with IESOUICes suﬁc:ently r'ch ancl vancd;-= IR &
" to mount operations on their own.. SRR
- The people doing the selecting will of course seck outside advice whc:c,- SR
_necessary, but the Agency cannot lean too heavily on outside advice in such
- selection. Other agencies have found that the advisory panel is an excellent -~ -~ |
- device for helping to select individuzal research projects but A.L D. must make -
¢ judgments on institutions, and that is much harder for an advxso:y szel SR
 of university. people to do wisely and fairly.
' Those responsible for selection will not postpone their apprmsal of i int
o dmdual umve:s:tzes unt;i th&e mstituuons appear to be Iogtcal possibxh- Coe
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~ ties for a specxﬁc contract. They will be in continuous contact with all uni-
. versities that are possible future contractors. When the time comes that
they must select (or reject) a specific institution, they will then do so in
- terms of ripened acquaintance with the university in question and a broad
knowledge of other possibilities. | |

Aldaough the nature of this report has led us to discuss here only the_ .

selection of umiversity contracts, we do not intend > suggest a diminished -

emphiasis on other means of procuring : services, e.g., arrangements with other
gevemmental and nongovernmental agencies. '

Comrad: Administration

* Conflicts resulting from contract administration have been the most per- .
sistent irritants in the A.LD.-university relationship. If we were to catalogue
the-tales of woe that stem from years of such controversy, one would wonder
‘how anything at all had been accomplished. Universities accuse A.LD. of
undue rigidity, incomprehensible delays, unsympathetic attitudes, and ex-
cessive and costly emphasis on small details. A.LD. points out that universi-
ties have at times behaved irresponsibly and with little recognition of the re-
quirements of aceountabmty under which 2 govemment agency must func-
tion.: :

Many problems in contract administration do not stem from the con-
tracting process and device but from broader aspects of the xelaﬁonshxp |
‘confused definition of appropriate roles and purposes, incomplete commit-
ment of host country leaders, short-run view of the aid program, budgetary
“and orgamzatzon difficulties of the agency, and so on. But after due
~attention is given to these broader aspects, one must face the fact that
certain specific improvements should be made in the contract: admxmstm
tion and in the contract itself. :

~‘The most nnportam feature of the who!e process is the sp.nt and nnder‘- :

| _ standing prevailing at the outset.. Both parties must achieve a relatively -

thorough :mderstandmg of what xs to be done and of the nature of the
oommxtmentach;s making. Eachmust understand what theotherparty to:
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- the contract can and cannot do. If understanding is htgn at the outset .

among the three or more main parties to the effort, the contract will lead to 2 e

‘satisfying program with a2 minimum of friction. To this end, p:econtract .

discussions should be full and unhurried. Visits to the field by university o

people’ have proved valuable. Precontract visits to the campus by ALD.

. people—too infrequent today—not only improve the contract under dis- S
. cussion but help the Agency in its necessary task of gettmg to know the S

' universities bettet :

'Within the Agency there are two v:tally impor Lant re‘l““emmts fo:'
improvement of the contract process: (1) There must be close and con- . -
' ‘inuous teamwork between the contract officer and A.LD. professional persons

~ concerned with the contract. The importance of such teamwork can hardly
e overesumated (2) A.LD. contract specialists handling university coustracts

wid be mdrv.duais who have had experience in such dealings thh thc
- universities. |

- Sheold cenﬁxct»of-mterest consideration rule out a potennal contractgr_ ?
if he hz- already done the precontract survey or feasibility stady? We do not
believe sc. We believe that A.LD. should have nothing to do with a contrac-
tor whose professional integrity it doubts. Given that i integrity, therc are great
advautages in the contracting university ‘doing the. precontract studies. ‘And
- in any case, we believe that A.LD. should be so staffed as to give the pre--

_contract study careful PxOfESSIOMI monitoring and to form an m&ependent o :

' ;udgment. in fact AID. might make a consistent practice of supplymg a
member of the swivey team for the precontract study. .

C@;:ract iaxibnﬁy

X ¢ have receiv+ overwhelming evidence tbat the unrve:sztzes regzrd P’Stj‘ R

- {and o a lessér extent, present) contzact procedures as excesszvely rgid

- and detailed. If the preliminary negotiations create an environment of mutual =~ - .
o fdence ‘and izt understanding of goals the contract itself can be

_ areiatively sin ple 2nd flexible document. It can state the broad goalsof the =~~~
' .coope.mtme eflurt, uny special understandmgs reached &unng tbe nego-_-_'
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- tiations, the minimum spec:fxcatzcas of Personnel clearance, amendment anc! e
" other necessary processes and the budget limitations to be. followed. Detail
- can be left to gmd,aacc maﬁuazs ciabo:atmg on standa:d :mci bazi*r piate |
- provisions.

o thxs connection, it is time to review. the stand&d mntra.ct pwvxszons '

 that were developed by 2 joint university-A.1D. endeavor in 1957. Thede
. tailed previsions evolved at that time were belpful for & while in eliminating =

recurring difficulties in the contract system. They should now be revised and
sewritten in line with experience of recent years and in the light of the general

" recommendations of this repost. It would be well to plana biennial review of e

thescprovxslonsso&mttheywouldbekeptuptodate. _ N
At the same time, A.1D. should maiatain an up-to-date gmdance manual

" on upiversity contract practices. Revised as needed and widely avaﬂable, T A
- such a manual should heip stmplify operatxons and add to the ease of con-
“tract relations. L :
Tt is always necessary to have. suﬂiaent ﬂexibihty written into the omtract
 to permit easy shifts in timetables and goals as the field situation requires.
" Similarly, it is important to provide an easy means of amending the con- -

7 tract; since thc oonétmns unécr which these programs opcrate are fre— F
. quenﬂy unforeseesble. R
. “Three-year coniracts are now the rule. But the threebyeat term ha.s httle'_ R L

or no relation to the realities of overseas development. Most-A.LD.-univer- = = -

sity projects will be planned for substantially longer periods. We have Jxeady Sl
stressed the importance of long-term efforts on the part of, the university. A
1t would be highly desirable to recognize this fact by a::angmg Ionge: teﬂni g

- ﬁnanangandcontractuai commitments. _ -
~ The contracting’ tmrm:sxty should be responsﬂ:le for performance thh 2
' minimum’ of supervxsmm Sem:annual progress reports by the umvers:ty .
should be continued as a basis for reviewing progress and problems. Week- L
to-week contact between A.LD. and the university would be relatively shght '

a.lﬂaough there would be an mpeded fiow of mfozmation, some chscassmn




of program plans, transmission of some documents (personnel :ecords. S
-occasional proposed amendments r&search repo:ts) _

Personnel Clearance

There is no issue more sensitive thz.n that of personnel clea.rance It generates '
as much or more controversy than any other question in the umverszty -ALD.
relationship. There are two aspects of the problem that concern the uni-

‘versities and A.LD.—secuity clearance and professzonal clearance. -

 Clearance for p:ofessxonal competence is much the less comphcated issue.

The university should be the sole judge of profess:ona_l competence. As 2 St

matter of fact, A.1D. has almost always accepted that principle, but the few

~occasions when it has not bave ‘created great friction. IR
Security clearance is a more difficult problem. All persoanel gom.g over- e __
seas on A.LD. funds must undergo some. sors of security clearance. ‘This re- L

quirement is written into the legislation, and we have found 5o one. who_

 serously. believes that it can or will be eliminated. But within the limits of Co

that reality, there are substantial ‘improvements that can be made. ‘A high

P"‘Icentage of university contract work overseas need not involve any access . 0
- to classified information and can properly be treated as nonsensitive. When ¢ - Lo
- this is possible it showld be done, and it can be done by administrative 1

 decision within ALD. It will permit drastic acceleration of clearance pro-.

cedures for most lmrvc:sxty personnel. It will save money, lighten ‘the

- load on the A'LD. security office, and eliminate 2 major source of friction. - T

termmbie delays in secunty cieasance for nonsensitive ;obs are inexcusable.

p * The issue of secursity. darance raises quesﬁoms ‘that go far beyond the o
- scope of this: zeport, : and indeed beyond the jurisdiction of AL D.Itisa '
problem the universities face in dealing with all govemment agencies. Maay - | |
- university peopie and government officials hold diametrically opposite views .. 1 =~ - oy -
g these issues, and both sides would profit by 2 more systematic airing of !
B d;germsfhanhasbecncustomatyto date. We urge more. cand1d debate oo .
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- smaﬁc mntmcts contmue 0o crap up- Unwemty nersmnel shouid fﬁe free’

to Pmbhsh scholarly oz smeanﬁc weitings' growing out of their contract
. experience. There should be no requirements for the formal clearance of
- such writings. The only. i:mtatn}ns on what is- sa,zd shxmldgaethaz ixmxtatxcns

m& by a:hﬁ wmm 's-own Profewoaal mtegrﬁg

_ s quahﬁcaucm to these stamnm% z.mtes m.ﬂxwe mm
_ f--m wim:h secuuty is m?:ve@ But aecuntg in its stnct sense (mther m




. m_m&m u _ '._.. S .

| o mx?crt&a»t mir‘—tnm: 1o ﬁn& ICPidCEmEEtS for its own faczﬂty members .
s p@.mapamg; time to secruit 2dditional team members from other universities;
' ,‘m@ and money for background research, feasibility stadies, language train-

- ing, and- orientation of faculty going overseas. . The university should also

have funds to insure proper . feedback of experience gained in the field.
> The fessons learue& from the experiénce should not go unrecorded. Many
- ‘of these lessons are only avaliable in the minds of faculty ‘participants, and
i no funds are to be had, that's where they may remain, if time and money
" aré avaiiable, these people will do what comes naturally for university
~£a<:ﬁ;1iy—-—convert their insights into new curricula, reseazch, articles, and

- books. Such a harvest should be ‘part of any ‘well-conceived project.
_ Finally, the umversity should have funds to Provxde propet acimxmsuatwe

e : _support for the Pro;ea:t at bome base,

Loans as a Means of Fundmg Umversxty Contracts

. Raceaﬁy it has been suggested that university participation in ‘technical
o :ass‘staﬂ..e be ﬁnanced through loans to the foreign governments involved -

- ,{wim.h would . then desl directly with the universities}. - Thete is an

L increasing. tendenc y throughout the aid program for Congress to appropriate.
. funds for loans ‘rather than grants. M may be that as time goes on loans’

| Cwill mntmuc to. grow m politica} . acc..ptabxhty even though- taey are -

"soft Ioans——e:xtended at. very low rates of interest and rePayable over N
o 'many. years A 4

US. Lmave:mnes are apprehenswe of the pohtmzl, economic, and legal .

- ' questzons Whtch they ‘fear - :mght arise ‘in direct dealings wﬁh forexgn-
L governments and universities. A.LD. officials say that these worries ate .

e not justified. They say that the relatxonshlp can be set up.in such a way |

as to ehramata those: comphmtxens that are most feared bv the universities.

1ere are -moves under way ‘to experiment with loans as- a basis for. -

e umvemty contracts and these may teach us- something. In the meantime . el

5 the sul,;eft Ppresents. more questzons than answers. Accorémgly, this report BN

: cangot. R b"’FOm* ‘Efgmg that more: mfefﬂl study be- given the- P:oblem.-. ety 1




A few universities should be encouraged to experiment with loan arrange-
I it does prove feasible to fund university-based technical assistance
through development loans, considerably greates resources than are now

available through grants would be at the disposal of the universities— .

not only from A.1D. but from other lending agencies.
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VL Personnel and Training

:Itisno::easyto'tsikﬁaioutthezﬁadequédesofapqs@md SYSMWithout'”ﬁ“ o

‘seeming to dc injury. togoodmen who are a part of the system. We do

not wish the followmg comments to reflect on the many very capable

men and women in the Agency. Had it not been for the help of extremeiy
able oﬁaals in ‘many parts of the Agency, this re?ort could never have

Recrmnng Problems

ALD. and its predecessor agenaes have expemence& consistent chﬁiculty: | .

in recruxtmg and retammg men of appropriate qualifications. ‘The onblem
has been almost as serious in contract personnel as in direct-hire. The
problem. has been intensified; of course, by the extreme organizational

instability and fiezce Congressional criticism to which the Agency has been .

subjected in recent years.

‘Part of the difficulty, however, is that A.LD. still has some hard lessons - 3 _
to learn in attracting able professmnals and creating an environment in | :

‘which they can function effectively. It simply cannot compete with agencies
and institutions, in and out of government, that have learned those difhcult
lessons. -

All categorxes of h,gh taleat manpower are in short supply And

the problem will get worse before it gets better. In the decade ahesd :
the universities will face extreme difficulties in finding cualified teachess. |~ .
It is possible to argue that they cannot and should not compound these =

difficulties by engagmg in ‘contract work for A.LD. We are acutely aware-

of the probiems facing the universities. But we must. hope that, in the L
_natmaal mterest, they will somehow ﬁnd the personnei to do both ]obs. D _

Even if thexe were no competing pressures, there would be 2. serious e
 shortage of men qualified for development work. There are justimot =~ = .-
. enough men in existence who are. quahﬁed in’ this ﬁeid SO part of the =
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problem is to produce more such experts ALD. has a :esponsihihty to
contribute to that end..

The aversion of most Americans to overseas service is well known.
Any agency with overseas personnel must cope with problems of living
conditions, medical care, availability of schools, and the like. And it

‘must provide incentives for overseas service—retirement credit, salary,

and fringe benefit incentives. Overseas service should be consxde:cd as a
credit for positions anywhere in the federal service. '

Despite over fifteen years of activity in farexgn aid, the govemment
still lacks any adequate personnel system in this field, Its failure to

offer adequate ‘career opportunities in this field is a grave handicap in

recruiting and aa injustice to. the good men now employed. Whether a

- man is going overseas for two years on contract or for longer on direct-

hire, he wants to know what sense it makes in the whole perspective of

' his career. In a day when the ablest professionals spend 2 good portion

of their lives training themselves cumulatively for complex and speaaiued
work, 2 man wants tc keow what his efforts are leading to.

The failure to develop an adequate career service in this feld fits in
with 2 general conception of foreign aid as 2 shortterm venture. Most
technical - assistance, cettamly that portion involving the universities, is
anything but short term. It is our contribution to a tremendous task that
will not. end in this decade, m&eed not in this ccntu:y

ACareetServme

‘There is an vaspoken assumption in many quartcrs ?ﬁm@xiy among 3
‘university people, thar whenever A.LD. really needs talent all it bas to do .
 is write another contract. This is a grave mistake. A.LD. cannot intelligently

adm;msreranextenswecontractsystemunlessﬁxebmtcfstsdueczhne'

~ personnel are able to deai with development problems at the same pro-

fessional level as the best university people. It must be in 2 position to -

bring first-class, intramural judgment to bear on a question. Futthermoze,. L

its relations with the universities will never be established on a so:md
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basis until it has on its own staff the caliber of professionzl personnel who
can deal with university people on equal terms. That is a lesson that -
 the Office of Naval Research, the National Institutes of Hzalth, the_ _-
" National Science Foundation, and other agencies learned long ago. e
~ We believe that in order to solve its personnel problem AID. st
* create two kinds of carcer service: a small, permanent professional service,
and a larger, more hcterogeneous reserve force. Let us look first at the
ent service. ' '
It would be entered (both laterally and at the bo*tom) by those who
intend to make a full lifetime career of service in the field of social;
economic and political development. They would be essentially the planners,
managess, administrators, and ciganizers of governmentally assisted de-

velopment activities (not just technical assistance). Because their back- RS

~ grounds would often be in one of the technical fields (education, engineer-
~ ing or agriculture), iney might be division chiefs for a particular technical - -
service. Normally at sen’or leveis they would serve as chiefs or dePuty
chiefs of mission, or as comptrollers or administrative officers. S
The career service described here should be “compatible” in all zespects'

with the Foreign Service. The two should have comparable. policies and
- practices and should interchange persornel freely. The latter is particularly
important, We doubt that the new service can be set up as it should be

~ set up without new legislative authonty, and we u:ge that such authonty i
- be sought.

~ The Foreign Development Reserve _
Equally serious attention must be given to the career problems of mdmduals B

who accept temporary assignments overseas. It is becoming increasingly =~

~ clear that the work of development assistance cannot be done by randomly

recruited individuals who consider their overseas service a brief interlude =

in a career devoted to something else. Even the personnel who go overseas
on temporary assignments must take the commitmént..seribusly and Prépa.té e
-themselves carefully. And they shouid be individuals who plan to return
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repeatedly throughout their careers. Only thus can we have available the
cumulative experience that such jobs demand. |

But no man can undertake repeated assignments overseas unless they
are an integral part ol his professional development and advancement.
Since the traditional university structure does not lend itself to such a
career pattern, the success of the Reserve will depend on the willingaess -
of the universities to invent some new arrangements. - '

Such arrangements must take account of the problems facing the man
who accepts an assignment overseas. Before he agrees to accept an
assignment halfway around the world, he would like some assurance of
job re-entry without prejudice on his return; he would like to think that
those at home regard the overseas experience as a legitimate means of
advancing his career, and that he will not be penalized by missing promotion -
or salary increments, by getting lower compensation or lower fringe bene-
fits while oversess, or by being out-of-pocket for moving expenses, care of
dependents, and the like. '

The proposed Reserve would be 2 framework into which professxonais of
‘many kinds would fit for the purpose of temporary overseas service—
persons who have their primary careers in the universitics and colleges, -
in business organizations, in nonprofit organizations and even, perhaps,
in agencies of the federal government other than the State Department -
or A.LD. Mcmbership in the Reserve would carry with it a clear com-
mitment to service abroad—two years in every eight, perhaps, the frequency

~ depending on the employment and career patterns Preva.thng in the

- individual reservist’s own field and organization.
Today all too many contract personnel go overseas with no previous
experience, stay just long enough to begin to learn their jobs and then

return home, never to work abroad again. It is essential that we have 2 =

large reservoir of treined and experienced people who have been on such
assignments before and have already accomplished much of the necessary
learning (e.g., knowledge of the language, familiarity with problems of
operating cverseas, a “feel” for the pace and style of another society).
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Such pmp!e would have an intimate Imowledge of the operations of A.LD.

jtself and of what was going on in the whole field of development assist- ELt
ance. They could move with. competmoe and rapidity into pamcular overs

seas assignments.
Thesmofﬁ:cresezvepnnaplewould&ﬂpm'{onﬁndmgwaystoﬁ

| mzke membership preshgxous and advantageous. In return for the com-
‘mitment to successive periods of temporary service, reservists should ke

offered mmmgful and tangible benefits. They should be assured of

. periodic opportunities for overseas service and given special preference in -

selection for assignments..

p]ﬂﬂmng :

- So far we have mnﬁned ousselves to discussing one major element in 2 |
wise personnel strategy—the development of career services. If we step hack -
and ask ourselves what would be a/i of the elements in an appropriate ...
ooumhenswepetsonnclstmtegy xt:sdea:thatwemustbcgm thehs&w:th
planning. The agency must arrive at some projections of personnel neec:.

1t must know roughly what kinds of people in what numbers are going to

be required to.do the job that needs to be done over the next decade or two.
Such planning is a very imperfect art, and projections of personael needs are

often highly speculative—but 2 carefuilly studied guess will be far better than |

nothing. The atbempt to pioject needs should cover. both Pe:manent and

temporaty personnel.

Snrvey of Personnel Resources - |
The agency 1r st arrive at better unders:an&ng of the totzl perso:mel 1e-

" sources availabl to it in this country. Most of the recruiting today is all too
- haphazard. Th ‘agency needs to know where to go to get the kinds of people

it wants. It should look into the personnel resources. available in smaller -

' unwerszb&, independent liberal arts colleges, junior oollcges, and technical
institutes. It should look into the possibilities in other non-govemmental R
| a:eas—mdnstna} Iaboramnes, museams and research msutut:ons of vamus_ o




sorts. It has never adeqmtely explored the possibility of tapping the res-
ervoir of 2,300,000 federal personoel. It bas never adcquatcly examined
the possibilities and legal complications of tapping the reservoir of state and

local employess.
- Education and Trmamg

TheAgmcycann&asmmeﬁzatthepmfmonalsxthmknowvcty

- much about the complex tasks of development. Even men with high pro-
fessional qualifications have a lot to learn when they enter this difficult fisld.
~ The Agency must take this reality into account iato account in two ways:
- (1) it must work with the universities to produce a greater supply of ad-
equately trained professionals for the future; (2) it must provide more in-
bouse training than do other agencies—rather than less; as it does today.

(A.LD direct-hire professionals spend less than five per cent of their carcer

nmcmtrmnng as against five per cent for the Foreign Scmce and twclvc
per ceat for the military forces.) _
~ The universities have not done anything like an adequate job of p:oducmg
men with solid professional preparation for work in some aspect of develop-
ment, and they must apply themselves to this task. Their progress will be
more rapid and their programs sounder if they are assured of the active
intezest and sympathy of the government agency most directly involved in
- that complex field.

~ The task of the university is complicated i in that "develogmmt” is neither
a profession nor a discipline. It is a probiem area in which members of
- many professions or disciplines may choose to specialize. Thus graduate
- work relevant to development may take place in any of 2 number of depart-

ments or professional schools, and wherever it is based it will necessarily

‘have a strong interdisciplinary character. Some departments such as eco-
pomics or political science may wish to design Ph.D. (or two-year MLA.)
pmgmmsforthemdxvxduaiwhnseekstospeazhzemthcdevdopmmtﬁdd.
. Professional schools should include cousses relating to development fo:
ﬂmaesmdenﬁwhomshtomdudeﬂmtelementmtheupmpamm

-

A




A1D. and the Universities

- How can the Agency be helpful? If it does not wish to follow the prec-
edent of various other government agencies in supporting graduate pro-
- grams directly, it cen at least make provision in its university contracts for
- graduate students to accompany their major professors overseas. And it
could provide internships for pre- and postdoctoral students. I this coo-
nection, it must be recognized that the Agency's research programs. are a
training ground for individuals who may later be useful in operations. (This
has been the experience in military and space Research and Development.)
Another point at which the Agency can effectively enter the picture is in
_ providing funds for predeparture training and orientation programs for
university personnel going overseas. _ : _ -
" As for the in-service aspects of training, the Agency should examine the
experience of the Foreign Service Institute and explore the possibility of
designing its own introductory courses for new recruits and its own mid-
careet courses. Any such in-service training progtam should be conceived and
designed as an integral part of 2 carefully planned career development
Much would be gained by 2 free exchange of personnel between A.LD.
and the universities. At present this is made difficult by incompatible in-
‘surance, retirement, and other fringe benefits arrangements, as well as by

. attitudes on the part of both parties which militate against such arrangements. . o

‘Someone should do a careful study of the steps which could be taken to
miinimize the obstacles and maximize the advantages of such interchange. One
step which could be taken almost immediately would be to make more ex-
tensive and systematic usc of the provisions of the Government Employees.
Training Act and the train ng provisions of the Foreign Assistance Act which
permit A.LD. personnel to spend 2 year in 2cademic institutions. _

" Another means of stimulating a two-way flow of people and ideas be-
tween government and the academic world has been used by the United
States Geological Sutvey. Using the “When Actually Employed” (WAE)
basis for retaining personnel, it has kept several hundred persons—many
of them faculty and graduate stadeats—on its personnel roles, employing




them for both project work and staff pos:tmns of varying duration. Over
. the years about one-fourth of the Survey’s professional posts have been filled
by WAE personnel, and most of these people have neld mguiau: compeﬁtrve

: posts with the ageacy at ope time or another.

_Cantracmal Arrangements to Meet Personnel Needs

. There have been a variety of suggestions (and some precedents elsewhere
" in government) for contractual arrangements designed specifically to solve
‘personnizl problems, but most of them do not appear to be at all applicable to
ALD.s problem. An exception to this statement is the recently developed
Overseas Educational Service (OES). This new service organization has beea
established in the private sector by several major national organizations—
~ the American Council on Education, the National Academy of Sciences, and
Education and World Affaics. It was designed to serve government agendies
and private groups in this country and both governments and universities
abroad. It will provide vatious services relating to the identification and re- -
cruitment of Americans, prim~rily from academic life and the professions,
for periods of service (two years or more) in the developing countries, It
will provide services at ~arious levels, from the furnishing of actual lists of

potential recruits all the way to the acceptance of contracts and granis for the o

handling of certain aspects of this broad set of functions.

. OES will assist both U.S. and foreign employers in the recruitment of
American higher educational personnel for assignments in the developing
countries. In this connection it will make a particular effort to tap reservoirs

‘of taient not yet drawn into the overseas activities, e.g., the independent
Liberal arts colleges. It will serve as an information center about opportun-

- ities for American college and university teachers to serve in those areas. And L

it will provide a mechanism through which the costs of American staff can
be shared between the receiving countries and United States agencies, through -
the “topping up” of salaries and other devices. :

" In going through this chapter, some teaders may have wondered whether

- the chief concern of this report, i.e., A.LD.-university relations, justified quite
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such a full exploration of the Agency's internal personne] policies. Obviously,
we believe that it does. Not only for A 1.D. bat for all of government, the in-
creasingly popalar practice of contracting out certain tasks that require ~
specialized personnel has important implications for govemment personnel
policy and vice versa. The two must be examined side by side. '




VIL Organization

- Nongovernmental Arrangements -
: We have listened carefully to both the enthusiasts and ihe skephcs on the
~ university consortium. Both are convindng, and the evidence is got yet
 available that would prove one right and the other wrong. Cleacly, the con-
sortium can be made to work and work well. Whether it is . widely useful -
device remains to be seen. For the present, we would be wise not to confine
ourselves to that fashionable idea but to reflect on the whole range of ipstra- -
~ mentalities that universities have used or could use to accomplish their shared |
" purposes—from Brookhaven to the American Council on Education. What -~
.~ kinds of instrumentalities are now needed to serve what kinds of muitiple-
university efforts overseas? :
- Here are some of the functioas Performed by mstrumentahtzes now in
 existence: |
1. Combz:ng the Strength of Sevesd Institutions. The most frequently' '
cited consortium in the development field is the one composed of US. uni-
versities collaborating on the Kanpur project, and its obvious virtue is to
. bring to bear more strength and richness of resource than any oneofthe_
o institations could spare for such an effort.
2, Perfommg & Function More Readily Performed by 2 Cmraizzea’
Agency. There is a greater variety of instrumentalities in this category than
- most university people imagine. The College Entrance Examination Board
o andﬂ:cTeachersInsumce andAnnmtyAssoc:ahon aresuchmstmmen-
3. Tapping Talent Oﬂmde tbe Leading Institutions. If we really want |
. toupnewresourcsoftalmt, we must find means of drawing on a far
. greater variety of institutions—institutions that are perfectly capable of
supplying good men but lacking in the size or strength to mount 2 full-scale = -
- project on their own. . The Overseas Educational Service wouidbea.n
o 'example of an mtmmcatzlﬁy de51gned to accomphsh &us o
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4. Lerzdmg Unwemzy Sponsorship md Prestige to Semiautonomous Op-

erations. Some of the newer multiuniversity efforts—particularly some. o

of the scientific laboratories—involve a minimum of genuine collaborative
~ effort. I the muitmmversxty sponsorship of Brookhaven were abolished
. tomorrow, it is doubtful ‘that the opcration would change significantly.
. “We believe that these possibilities,. particalarly 1, 2, aad 3, should be
actively explored. ‘In doing so, two cautions may be advanced. First, we

should not create new instrumentalities to perform functions that could as. o : S
- well be performed by existing orgamzatxons Second, we should recog- - |
nize that some interuniversity ventures simply succeed in creating mew. .

entities that are completely outside the mainstream of university life, thus
running counter to our principle that the overseas activities- of universities - .
~ should be integrally related to their home-campus activities.

ANewUthﬂhmA,I.D

Our study yielded conclusive evidence that AID.'s pnseat orgamzatlonai

| arrangements for dealing with educational and human resource develop-
" ment are far from satisfactory, and in pasticular its machinery for dealing
.. with the univessities' and -other nongovernmental groups is inadequate. -
And 'we are convinced that present inadequacies cannot be overcome mierely

by strengthening the regional bureaus o deal with these problems. No one - S

: of them alone is capable of domg the job as we believe it must be done. .
Itse&nscleartousﬂmtthcxemustbcamgle, strongsta.ﬂ‘umtto

mny out certain functions i“at we shall list below. Ogpe is tempied to'

describe it as a greatly strengthened Office of Technicat Cooperation ‘and

R Research (TCR)*, but TCR 25 it now exzsts offers only 2 hint of what_; e

the new unit would be like.

‘One of tht: chief concerns of the new uait would be human resource- S

- development, -acd since thai process is mot: always [-ully enderstood 1f o

wﬂl be worthwhﬂc to comment on 11: bneﬂy Human resource deve},gpl .

* Fom!y__ hwwn as_ tbc Oﬁm of Humankm.rcs .agd_-Soml Devclopma_t_t (BR_&)). i




L s ﬂ:epﬁ)cess of mcreasmg the kncwiedge, the siails, ancl the caPacmes of

- people in 2 sodety. A plan for building human rescurces may involve "~

- assistance in development of formal education (st the primary and secondary

. as well as the university level), training “on the job” provided by em-
" ploying institutions, programs of adult education,’ pohcm for Promtmg
incentives to sagage in productive activities, improvements in. health an&;
L 'mmtzon, and other measuzes for effective development of people: - And 3
-+ strategy of human zesource development calls for an: effective halance of
<" choices between policy alternatives in accordance: with carefuﬂy &etemnne&
- priorities. Manpower. assessments’ and educational surveys are thus im-
| portant instroments of human resource- development. planning. . '

. attention has been given to the formulation of long-range ‘strategics

"\ human resource development. - (We have heard denials of this, but. they:

1 reflect o faicly limited notion of what educational and. human. mouzcesf._; £

. planning should be.) And even when this element has received attention, .
it has rarely been integrated into broader, long-range economic deveiopmeatl e

~ | strategies. . As a result, projects of technical assistance have sometimes been
.1 chosen without sufficient consideration of their strareng contriimtaon to a' )

L couahysgmmeconomzcandsoaaldevclopmt

- -human resource éeveiopment strategms with broader: Progmms of. tecimzml? '
- assistance and general economic development. In orde.t to do this, the IF*W'
SR __nmt would have to perform the following specific functions: . ¥

| ;_inwus in fomuiatmg the educational and human resources components

- of country plans, secognizing that pnmary rfspoasibﬂ:ty for smzh comtz:yﬁ
2 ip!ansheswsththcbur&us.

i ‘_ianonofgcnemi policies for .5, technical ssistance and emn@m:c_ a&d

g “in Paﬂ;icuh_t participate with the Program C()Otdlﬁaﬁﬁﬁ Staff in the
[ -lanon {,f logg-mnge dwe!opmem st:ategxes fux pa:hmlz: cem&aes. .

Although i impressive gains kave been achieved in coantry pianmng, im:i

In short, it is essential that provision be made for eﬁ‘ectzvely mtegratmg

" 1. Provide technical and’ professional staff assistance to the regzonal'

2 I’a:t;czpate ‘with other staff mgamzatmns thbm A.I.D in %he--‘ form .,




| AID: end the Univessities

3. Conduct, where necessa:y, feasibility studies and assessments ‘of human =

_'3"mo=.zrce ‘development needs and priorities in pasticular areas or countries.
4, Evaluate the effectivensss of all aid in the field of bumas sesousce R
* 2nd educational developmest; appraise research needs in this gencml am, R
- conduct research as deemed necessary. S
- In any strategy of educational and human resource: deveiopment, services - .
pecformed by American universities and other nongovernmental groups will ~
'-'=piay a central role. ‘Thus, the new unit raust be’ eqmpM to deal with. ©

‘uziversities, fo.adations, research * institutions and . other. p:ofess:onal or-

' ganizations. I+ #is connection it must perform the following functions:

1. Provide technicel and pmfessional staff ' assistance to the: regmnal;

B bme:ms in selecting contractors fo: projects identified within country pro-. .
-~ grams, in conducting contract ncgot:z:nons, and in handlmg snbsequent re-.
. lations with the contractors.

2. Develop pohc;es and provide policy gmdana: in A IDs reiatxons w:th} :

i universities and other nongovernmental groups; monitor those relations and: - C
. Se[VE 353 deaxmghouse for criticisms from eitner side; engage in continu-
- ous” reapp:azsa! of the relationships and. recommend reforms; keep- unwer.;' .
_ sities continuously informed of A.LD. objectives, policies, p:ograms and
" needs; keep A.LD. continuously informed of university requirements. and.
- problems; advise the Admxmstrator on matters relating to um:versﬂ:y :eia,-?'- B
t:onshxps : S S g
© - 3, Appraise institutional and trained manpower resources in the Un:ted":' B
*States for overseas work in educational and human resources development;
work with the universities and other nongovernmental groups to deveiopf_ RERURE
- stronger msmutionai resources and a greatcr supply of txaxned manpower_' |
. 'for such work.’ I R
- .4, Fogageina contmual effort to nnprove the matchmg of overszas needs
: ami United States resources; seek new ways to tap United States msntutaonal
and trained manpowet resources, and mobilize talent from™ alf: couxcw'-__
" explore the potentialities of the umversxty consortium and the umvezﬂtt?-;
' based devclopmcnt mst:tutc :




S. Advise the Administrator on mattecs relating to zesearch; app:axse e

search needs, conduct resea:m, administer 2 program of tesearch grants and
contracts; evaluate technical assistance Pro;ects both contractual and direct-
hire, '

The breadth of functions suggests the scope and nature of the staffing

 raquirements. The unit would have to be staffed with individuals well

acqudinted with the academic and professional world cutside government - 3

~ and capable of dealing on tesms of equality with the ablest represmtatxves '

of that wozld,

In proposing this new unit, we have confronted one of the major organi-
zational dilemmas which A.ID. and its predecessors, 2s well as other organi-
zations operating internationaily, have always had to face. On the one
hand, there is 2 strong argument for firm control residing with regional
burean heads; and on the other, there is need to provide for professional

., guidance from functional staff elements such as economists or agricalturists,
" . The type of unit recommended here protects the strength of the tegional

“bureau, but provides technical professional program reinforcement at a criti-- -

cal point. The regional bureaus would continue to be responsible for

development and execution of cormtry and regionai plans asd programs.

- Howeve, the new unit would assist in feasibility studies, in focatingcontrac-

tors, and in pericdic reviews of the contract program. It would do its own

 continuing studies of educational and human resources development through-.

out the world, aad would be sesponsible for advising the Administrator op -
the adequacy of the Agency’s activities in this feld. |
‘The new staff unit should have funds in its own budget to promote and

conduct research (as TCR does now), and to assist the universities and other -
‘nonprofit groups in strengthening their work in the development field.

These funds might frequently be used to supplement regional burean funds

i azpport of some porttcns of contracts.

6. Maintain close liaison with related programs in the Depuiozn. of
~ State, Office of Education, Peace Corps, and other govemmental nongovem—
‘mental and international agencies.
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If it is to -cafry out its difficult role effectively, the new unit must have a |
much larger staff than does the present TCR. To assign it the functions we

have listed and not to assign the personnel to carry out those functions e
‘wouid leave us just where we are now. To some extent, the new unit should

borrow and use regional burean persornel as well as special contract per-

somzel. 1t should also make use of broadly based advisory committees. Buf
it cannot rely on temporary experts to carry the main load. It must attract
and hold outstanding staff members, and with strong leadership and a broad-
ened function, it shouid be able to do so. In.a sense, recruiting able '::coplc

- and cazrying out more significant fuactions must. progress hand in hand -

Each depends on the other. _
Even with broader functions and strong staff, the new sta& unit Wﬂl need
the firm support of the Administrator to command the attention and’ coope'- N

~ ation of the regional bureaus, and to carry out well its assigned tasks. -
The new unit would be in close and continuous communication with the

academic and professional world outside government, and would be free
to create advisory panels and committees to facilitate that communication.
We recomme_nd paxtxcuiariy the creation of a permaneat Committee on

A.ID.-University Relations to. provide a forum in which mutual interests - |

and goals can be explored, grievances aired, and reforms proposed. The
committee ‘might be jointly constituted by A.LD., Education and World.. -
Affairs, and the American Council on Education. - '

it'is worth cmphasmng again how important it is that thc new unit have' o

adequate personnel strength (both numbers and quality), and that it enjoy

the full support of the Adnhmstrator Itis Posszble to argue that the present - " ::: :
TCR has been inefective not because it lacked significant functions but
because it was severely understaffed and never able to command the atten-

tion and respect of the regional bureaus These are deﬁcxenczes that the_
Admnustrator can remedy '




- VIH. A Semiautonomous Government Institute

Over and. above the measures suggested so far in this report, we propose
‘that at some time in the reasonably near future there be created a semi-
antonomous government institute to handle certain aspects of techmical
assistance, particularly those aspects dealt with by the universities. |

The chief factor that leads us to propose this is the absolute recessity
that certain technical assistance activities be relieved of the pressures for
eatly termination that Congress and the public impose on other aspects of

; - foreign aid. Of course those activities would be no less subject to Con-

- - gressional review for being in the Institute. But we believe that if Congress
-and the Americaq peopie were given the opportunity to see certain technical
assistance activities in an organizational setting somewhat apart from the
rest of the foreign 2id package, they would readily grasp the essential long-
‘term character of these activities. They would see that they are to be.
thought of on a par with our other long-term, international educatzonal
efforts—efforts which the nation has no intention of terminating.
- ‘The Bell Report spoke of the possibility of 2 new kind of govemment _
research and development establishment which might be cailed a government
" mstﬁ:ute." Buch an institute, the report said, would reproduce within the .
- goverament structure “‘some of the more positive attzibutes of a nonprofit
corporation.” *. The goal would be to combine maxitoum operaung ﬂexm-

: _ bility with full accountabxhtv to. govemment :

It is such an arrapgement that we have in mind. It might be called the

' National Instifute for Educationsl and Technical Cooperation (NIETC). It

‘would be a separate corporate entity under its own board of trustees and -
" would have an independent budget, but would be ultimately responsible to-
Lo the A.LD. Administrator. - It would have its own career merit system and-
~ the right to establish its own levels of compensation guided by the com-

- - *Senate Documtnt'ﬁo; 94 {37:13 Congrcss, Second Scssion),.'Report to the President __o.n'
- ' Government Contracting for Research and Development (May 17, 1962), p. 24.
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pa.rabnhty pmaple, and it would be so ccnstxtuted that petsonnel of other |
~ government agencies, universities, or foundations could move in andoutof =
it as the situation required without loss of perquisites attached to their nor- -

mal employment. The board of trustees would include: representatives of -
- government departments with major international programs as well as. repre-
- sentatives of the universities and distinguished laymen.

. The working point of contact for the Institute within A.LD. would be
the new staff unit described in the preceding chapter, and some of the func-

tions we assigned to that usit easlier would be transferred to the Institute. .
Here are some of the things that the Institute would do: -
1. It would take over all of the basic and most of the applied reseacch -

on the development process. The new staff unit within ALD. would re-

tain only those research functions most directly related to operations.

2. It would use both grants and contracts to strengthen the international =

capabilities of the universities in the ways described in Chapter II above.
3. It would deveiop intimate knowledge of the institutional and trained
| manpower resources in the United States for overseas work in educatxonal

and human resources development. It would seek to tap new sources of N RN
talent (both individual and msmutxonal) for such work. It would explore

new means of mobilizing talent, such as the university consortium. .
4. Because of the expert knowiedge the Iastitute would develep im -
_ pursuing the above functions, it might often be turned to by the regional
bureaus (2nd the new staff unit) to help select a contractor or do a feasi-
bility study. In addition to such service, the Institute would have its own
fands to write contracts with universities and other organizations for long- -
term projects in educational and human resource development. It would, -
of course, be in close touch with the regional bureaus and the new staff -
unit in A.LD,, so there would be ampie opportunity to coordinate progtams,_ :
‘but the Institute would be free to act on its own. '

~ Itshould be emphasxzed that the creation of NIETC would not take A1 D : f. _
out of the technical assistance business—or technical assistance out of ALD.

It would not impair the freedom of the A.LD. field missions or regional ',



bureaus to initiate whatever technical assistance activities they deem neces-

sary. And the technical assistance activities of NIETC would be under- -

taken with full knowledge of and respect for the country plans developed

within the regional bureaus. The chief distinction between its own pro- '

gram and that of the bureaus would be (a) a far heavier emphasxs on
research, analysis, and systematic experimentation in the development field,
(b) a concem for the strengthening of U. S. universities, and (c) a con-
sistent preoccupation with the tong-term goals of technical assistance.
Pursuning these emphases, the NIETC could te highly useful to the regional -
bureaus. Obviously, problems of coordination would arise, but they should
not be formidable in two organizations reporting to the same Administrator.

“The Institute could have = significant zole in post-contract foliow-up.
Today contracts end with no provision for 2 continuing relationship. Yet
everyone agrees that such a continuing relaticaship is desirable. Of course, dif-
ferent people mean different things when they speak of a relationship. Some
see it as a relatively short-term effort by A.LD. {or by the U. S. university or
other organization) to give continuing guidance. At the other extreme, many
university people see the possibility of a rooted relationship that will last
for many decades. Thev look forward to the emergence of a world com-
munity of learning, and they like to think that the relationship they are
forging uader the contract will be an enduring part of that world com-
mnnity Thus fo them, the continuing relationship is the main point of the
execcise. It will, they hope, far outlive the period in which “deveiopmcnt"
is the theme of mutual interest. _

How can the continuing relationship be handled?

* ALD. officials doubt that their agency can contribute to it, a.nd some of
them regard the whole idea of a long-term relationship as something that
the government simply cannot undertzke (“Domestic politics would not
allow it”). But the truth is that a2 number of government agencies are
engaged in such continuing programs both with the developing and the
advanced countries—programs built not on a temporary sense of emergency
but on the solid conviction that educational, cultural, and technical relations
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- with other nations are z vital element in the kind of worid wizere we .'

‘wish to Live. . _
ALD. oﬁaais may be correct in- behevmg that aextber Congtess nor the

American public wouid-2pprove ‘such” continuing relationships as a part
 of the normal A.LD: program. Buat we believe that Congress might take 2~

 different view if asked to create an instrumentality apart from the regular
A.LD. program, an instrumentality designed specifically to handle long-term

selationships. The National Institate of Educational and Technical Cooper- s
ation would be such an- mstrumenta!zty Conceivably Congress would take

the view that it should be even farther separated from A.LD. and that the
Department of State’s Bureau of Educational and Cultural ‘Affairs would be
a more appropriate home for it. But we believe that it should report to

* the A1D. Administrator. - As A.LD. terminates its programs in a country, A
Congress could be asked to provide for the Iong—term follow—up thmugh_ e

the. Instxtutc

As indicated earlier, however, the Institute would not be szmply a n,posxtory
for terminal programs. It would provide for the first time in government .
a vital center for thinking, planning, research, and action on the critically.
important long-term problems of technical assistance. It would pro-
vide 2 base for imaginative and pioneering approaches to the prob-
lems of educationai and buman resources development—problems  that

lie at the very heart of all economic development, all political maturing; all =~ )

 modernizing of social structure. With respect to this most important and | . .
~ difficu’t of all development problems we have been inexcusably casual and - . o

aimless. We have taken innumerable, halfhearted stabs at the problem. .~ |

 We have treated it as something that could be solved fairly quickly. We
 have done everything except accord it the respect it deservas as one of the
‘most difficult, challenging, and central problems of our time. .

Eventually one mxght hope that the Institute would be the rocal fomt fOr ik -

- 2 wide range of international educational programs not ‘necessarily con-
fnected with development. At the same time that the nation is engagcd in
technical, scientific, and educatzcnai tasks in' the developmg areas;’ 1t 15"7_

50




ca.r:ymg on cultural, scientific, and educational relations with almost every
country in the world. It has become increasingly clear that these are two
phases of 2 common effort. So it would make sense to consider an eventual -

'mefmg Of the Staie Deﬁmﬁiﬂfs Burpnu nf Fﬁurnhﬁnol nn.l Canlivennt

s wt 11 TweLRELMRGL T T

Affairs into the Institute. “The NIETC would then become the chief instra-
ment for our educational and cultural relations with the rest of the world.
This would not be a giant governmental unit in terms of dollars spent or

- personnel employed. But more than any other agency it would embody the

g bopes of the American people for a better world. It could be 2 major factor

in giving long-term meamng to the President’s peace offensive.
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